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Table 5-1: Risk Categories

Risk Category Definition

Technical Risk
These include risks relative to accuracy and response time
performance, security and privacy considerations, capacity,
maintainability, and implementation and conversion
problems.

Economic Risk
This category includes the risk of failing to maintain within
the project budget.

Schedule Risk
This is the risk of failure to adhere to the project schedule.
Delays due to schedule slippage may present a significant risk
to the project.

Operational/Support Risk
These are the risks associated with either 1) failure to deliver
the system, or 2) delivery of a system that does not meet the
State’s requirements.

Client/User Satisfaction Risk
This is the risk that either 1) clients have difficulty accessing
their benefits or 2) users have difficulty using the system.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7 Implementation Plan (Mandatory Scorable)
The Implementation Plan is a Mandatory Scorable requirement.
Maximum possible points for Implementation Plan: 80 points
Refer to Section 9.3.4.2.4 for detailed scoring methodology.

Bidders shall submit an Implementation Plan with the final proposal in response to the State’s
implementation approach outlined below.  The Implementation Plan will be evaluated to
determine the Bidder’s ability to understand the magnitude, scope and complexity of California’s
EBT implementation requirements included in the ITP and to determine Bidder’s ability to
translate those requirements into activities, tasks, subtasks and milestones within work plans that
can be used to plan, manage and track progress of statewide EBT implementation.  The
Implementation Plan shall outline the schedule, activities, tasks, subtasks and milestones
necessary to ensure the successful implementation of EBT statewide as required by the
implementation approach described below.  The schedule shall assume concurrent
implementation of Food Stamps and cash programs in every county.
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Current Federal law requires that Food Stamp EBT implementation be completed statewide no
later than October 1, 2002.  California desires to implement EBT as expeditiously as is prudent,
and to complete Food Stamp EBT implementation in compliance with the Federal deadline as
nearly as possible.

At a minimum, the Bidder’s Implementation Plan shall include the following:

•  Implementation Work Plan and schedule with implementation tasks and deliverables
from Pilot County implementation through full statewide implementation;

•  County Implementation Work Plan Template with all Contractor and county
implementation tasks, subtasks and deliverables necessary to implement EBT in a county;

•  County Implementation Work Plan for implementation in the Pilot County (Pilot County
Work Plan);

•  Description of phased statewide implementation readiness determinations;
•  Proposed staffing throughout the Implementation Phase;
•  Schedules such as the following (provide samples with the final proposal of each

schedule listed below):
•  Equipment installation schedules and plans for POS terminal deployment and

administrative equipment installation
•  Training schedules for State and county personnel
•  Schedules for recipient card issuance activities

After contract award, the Contractor shall work in conjunction with the State and counties to
finalize a detailed Statewide Implementation Plan based upon the Implementation Plan submitted
with the Final Proposal.  The Statewide Implementation Plan shall refine and add detail to all the
items listed above including the order and timing of county implementations.  The Statewide
Implementation Plan shall be submitted to the State within ninety (90) days after contract award.
The Contractor shall implement EBT according to the State-approved Statewide Implementation
Plan.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.1 Implementation Approach
The State has developed an approach to statewide implementation of EBT based on regions and
sub-projects that the Contractor shall use to rollout EBT statewide.  This approach allows for
several counties to implement EBT concurrently as EBT is implemented statewide.  The
following is a detailed description of the State’s required implementation approach, including
regional organization of counties, sub-project organization of implementation activities,
organization of county implementation activities and factors affecting the statewide
implementation schedule.
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5.7.1.1 Implementation Regions
The implementation regions provide for geographic coordination of implementation activities in
neighboring counties and for allocation and scheduling of State and Contractor staff resources.
The State EBT Implementation Team will organize its staff resources based on regional
groupings of counties and implementation schedules of counties in each region.  In addition to
Contractor staff who work directly with individual county EBT Project Managers during county
implementation planning and installation, the Contractor is required to provide a Regional
Implementation Manager for each region while any county in the region is implementing EBT
(may require up to five (5) Regional Implementation Managers concurrently).  The Regional
Implementation Managers will work closely with the State, county, retailer, third-party
processor, financial institution representatives and others as necessary to plan, prepare for and
coordinate implementation activities in the regions.  The Systems Implementation Manager will
oversee the activities of the Regional Implementation Managers and coordinate implementation
statewide.

The State requires that counties be organized into the following five regions:

•  Region 1 Los Angeles County
Approximately 35 district offices

•  Region 2 Northern California Counties
ISAWS Counties: Butte, Colusa, Del Norte, Glenn, Humboldt, Lake,
Lassen, Marin, Mendocino, Modoc, Napa, Nevada, Plumas, Shasta, Sierra,
Siskiyou, Sutter, Tehama, Trinity, Yuba

•  Region 3 Central California Counties
ISAWS Counties: Alpine, Amador, Calaveras, El Dorado, Inyo, Kings,
Madera, Mariposa, Mono, Monterey, San Benito, San Joaquin, Tuolumne
WCDS Counties: Fresno, Placer, Sacramento, Tulare, Yolo
C-IV Counties: Merced, Stanislaus

•  Region 4 Southern California Counties
ISAWS Counties: Imperial, Kern
WCDS Counties: Orange, San Luis Obispo, Santa Barbara, Ventura
C-IV Counties: Riverside

•  Region 5 Central California Coastal Counties
WCDS Counties: Alameda, Contra Costa, San Francisco,
San Mateo, Santa Cruz, Santa Clara, Solano, Sonoma

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             
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5.7.1.2 Implementation Sub-projects
The number and geographic diversity of California counties, as well as the association of each
county with a SAWS consortium, requires that EBT statewide implementation be divided into
separate implementation sub-projects.  These sub-projects must be coordinated to assure a
smooth and uninterrupted rollout of EBT statewide.  Each implementation sub-project consists of
three major implementation components: 1) Eligibility interface acceptance testing; 2) Eligibility
interface pilot and evaluation; and 3) County EBT implementations.  The following is a
description of each implementation sub-project and its major implementation components:

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.1.2.1 Standard Batch Implementation Sub-project
The Standard Batch Implementation Sub-project begins when EBT implementation is started in
the Pilot County.  This Sub-project consists of
1. Eligibility Interface Acceptance Testing – Concurrent with the EBT System Acceptance

Test and subject to the same schedule requirements, the standard batch eligibility interface
will be acceptance tested.

2. Eligibility Interface Pilot and Evaluation – Concurrent with Pilot operations and
evaluation of the EBT System and subject to the same schedule requirements the standard
batch eligibility interface will be operated and evaluated in the Pilot County.

3. County EBT Implementations – Following successful pilot operations and evaluation in
Alameda County, the following counties will implement EBT and the standard batch
eligibility interface: Contra Costa, Fresno, Orange, Riverside, Sacramento, San Francisco,
San Luis Obispo, San Mateo, Santa Barbara, Santa Clara, Santa Cruz, Solano, Sonoma,
Stanislaus, Tulare, Ventura, and Yolo.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.1.2.2 LEADER Host-To-Host Implementation Sub-project
The LEADER Host-to-Host Implementation Sub-Project begins when EBT implementation is
started in Los Angeles County.  This sub-project consists of:
1. Eligibility Interface Acceptance Testing – Concurrent with pilot evaluation of the EBT

System in Alameda County, the standard host-to-host eligibility interface will be acceptance
tested.

2. Eligibility Interface Pilot and Evaluation – Following successful completion of the Pilot
evaluation in Alameda County and successful acceptance testing of the standard host-to-host
eligibility interface, the L.A. interface pilot district will implement EBT and will operate and
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evaluate the standard host-to-host eligibility interface for five (5) months (i.e. 3 months for
operations followed by 2 months for evaluation).

3. County EBT Implementations – Following successful interface pilot operations and
evaluation in the L.A. interface pilot district, the remaining Los Angeles districts will
implement EBT in no more than five (5) months.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.1.2.3 CalWIN Host-To-Host Interface Migration Sub-project
The CalWIN Host-to-Host Interface Migration Sub-project begins when the WCDS Consortium
beings host-to-host interface design and development for the CalWIN eligibility system.  This
sub-project consists of:
1. Eligibility Interface Acceptance Testing – No less than one month prior to migration from

the standard batch eligibility interface to the CalWIN host-to-host eligibility interface in the
first WCDS county, the CalWIN host-to-host eligibility interface will be certified to the
standard host-to-host eligibility interface.

2. Eligibility Interface Pilot and Evaluation – Following successful eligibility interface pilot
and evaluation in the L.A. interface pilot district, certification of the CalWIN host-to-host
eligibility interface and in parallel with the county CalWIN implementation, Sacramento
County will migrate to, operate and evaluate the CalWIN host-to-host eligibility interface for
three (3) months.

3. a. County EBT Migration – Following successful interface pilot operations and evaluation
in Sacramento County and in parallel with the county implementations of CalWIN, the
following counties will migrate from the standard batch eligibility interface to the
CalWIN host-to-host eligibility interface according to the schedule included in
Section 5.7.2 Implementation Schedule: Alameda, Contra Costa, Fresno, Orange, San
Francisco, San Luis Obispo, San Mateo, Santa Barbara, Santa Clara, Santa Cruz, Solano,
Sonoma, Tulare, Ventura, and Yolo.

3. b. County EBT Implementation -- The EBT system and the CalWIN host-to-host
eligibility interface will be implemented in Placer County according to the schedule
included in ITP Section 5.7.2 Implementation Schedule.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.1.2.4 ISAWS Host-To-Host Implementation Sub-project
The ISAWS Host-to-Host Implementation Sub-project begins when EBT implementation is
started in San Joaquin County.  This sub-project consists of:
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1. Eligibility Interface Acceptance Testing – No less than one month prior to implementation
of the ISAWS host-to-host eligibility interface in San Joaquin County, the ISAWS host-to-
host eligibility interface will be certified to the standard host-to-host eligibility interface.

2. Eligibility Interface Pilot and Evaluation – Following successful eligibility interface pilot
and evaluation in the L.A. interface pilot district and certification of the ISAWS host-to-host
eligibility interface, San Joaquin County will implement EBT and will operate and evaluate
the ISAWS host-to-host eligibility interface for three (3) months.

3. County EBT Implementations – Following successful interface pilot operations and
evaluation in San Joaquin County, the following counties will implement EBT according to
the schedule included in Section 5.7.2 Implementation Schedule: Alpine, Amador, Butte,
Calaveras, Colusa, Del Norte, El Dorado, Glenn, Humboldt, Imperial, Inyo, Kern, Kings,
Lake, Lassen, Madera, Marin, Mariposa, Mendocino, Modoc, Mono, Monterey, Napa,
Nevada, Plumas, San Benito, Shasta, Sierra, Siskiyou, Sutter, Tehama, Tuolumne, Trinity,
and Yuba.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.1.2.5 C-IV SAWS Host-To-Host Implementation Sub-project
The C-IV SAWS Host-to-Host Implementation Sub-project begins when the C-IV Consortium
begins host-to-host eligibility interface design and development for the C-IV SAWS eligibility
system.  This sub-project consists of:
1. Eligibility Interface Acceptance Testing – No less than one month prior to implementation

of the C-IV SAWS host-to-host eligibility interface in the first C-IV county, the C-IV SAWS
host-to-host eligibility interface will be certified to the standard host-to-host eligibility
interface.

2. Eligibility Interface Pilot and Evaluation – There will be no interface pilot for C-IV
SAWS host-to-host eligibility interface.

3. County EBT Implementations – Following certification of the C-IV SAWS host-to-host
eligibility interface and in parallel with the county C-IV SAWS implementations, Riverside
County and Stanislaus County will convert to the C-IV SAWS host-to-host eligibility
interface according to the schedule included in Section 5.7.2 Implementation Schedule. The
EBT system and the C-IV SAWS host-to-host eligibility interface will be implemented in
Merced County according to the schedule included in Section 5.7.2 Implementation
Schedule.

5.7.1.3 County Implementation Phases
Each county EBT implementation shall occur in three distinct phases: 1) County Readiness; 2)
County Planning and Installation; and 3) County Implementation.

5.7.1.3.1 County Readiness Phase
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During the County Readiness phase (at least two (2) months at the beginning of each county’s
EBT implementation), the State EBT Implementation Team will lead in the following activities
in each county.  The Contractor shall participate as needed.

•  Organizing county implementation teams
•  Setting county priorities
•  Selecting county options
•  Identifying financial interface requirements
•  Identifying, contacting and organizing external stakeholders

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.1.3.2 County Planning and Installation Phase
The Planning and Installation phase in each county (except for Los Angeles County) shall be no
longer than five (5) months.  For Los Angeles County the Planning and Installation phase may be
up to 15 months:  no longer than five (5) months for the L.A interface pilot district and no longer
than ten (10) months for all remaining Los Angeles districts combined.  During the County
Planning and Installation phase the Contractor’s team will lead in the following activities in each
county.  The State EBT Implementation Team shall participate as needed.

•  Developing a county-specific implementation work plan from the County
Implementation Work Plan Template

•  Implementation planning
•  Developing strategies and procedures for card issuance, PIN selection, benefit

conversion, benefit reconciliation, cash settlement processing, staff training, recipient
training and contingency processing

•  Identifying and readying sites for EBT equipment installation
•  Installing EBT administrative equipment
•  Installing retailer equipment
•  Training county staff
•  Preparing for and beginning case conversion (e.g. card issuance and training) according

to each county’s chosen conversion methodology
•  Certification of eligibility system interfaces
•  Developing and testing financial system interfaces (if required for cash EBT)

•  Retailer training

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             
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5.7.1.3.3 County Implementation Phase
The County Implementation phase in each county (except for Los Angeles County) shall be no
longer than three (3) months.  For the Los Angeles interface pilot district the County
Implementation phase shall be no longer than three (3) months, whereas, the county
Implementation phase for all remaining Los Angeles districts combined, shall be no longer than
five (5) months.

During the County Implementation phase the Contractor’s team will lead in the following
activities in each county, according to each county’s chosen conversion methodology. The State
EBT Implementation Team shall participate as needed.

•  Training recipients at walk in training sites or card-issuance sites
•  Implementing county EBT operational processes and procedures
•  Assisting recipients with PIN selection at over-the-counter card issuance sites
•  Implementing benefit reconciliation processes
•  Implementing cash settlement processes
•  Completing case conversion (e.g. card issuance and training) according to each county’s

chosen conversion methodology
•  Implementing county ongoing issuance processes and procedures

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.2 Implementation Work Plan and Schedule
The Implementation Plan shall include an Implementation Work Plan and Schedule that contains
the following:

� All statewide implementation tasks, subtasks and deliverables with critical tasks and
dependencies identified

� All Pilot implementation tasks, subtasks and deliverables with critical tasks and dependencies
identified

� All eligibility system interface certification and implementation tasks, subtasks and
deliverables with critical tasks and dependencies identified

� All county implementation tasks, subtasks and deliverables with critical tasks and
dependencies identified

� Schedule of all implementation tasks, subtasks and deliverables
� Schedule of all POS terminal deployments and EBT administrative equipment installations
� Schedule of training for State and county personnel
� Schedule of recipient card issuance activities
� Staffing throughout Pilot and statewide implementation and resource assignments to tasks,

subtasks and deliverables
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Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.2.1 Implementation Schedule Constraints
The State has worked closely with counties to understand the county constraints that impact the
EBT implementation schedule.  The most important constraint to consider is planned SAWS
implementations.  As described in Section 3.9, the ISAWS consortium eligibility system is fully
implemented and LEADER is expected to be fully implemented before EBT is implemented in
Los Angeles County.  However, the WCDS and C-IV consortia SAWS systems will not be
implemented before EBT is implemented.  Therefore, the WCDS and C-IV consortia SAWS
system implementation activities in the counties will impact the EBT implementation schedule.
There will be periods of time when no EBT implementation activity can occur in these
consortia’s counties.  A full description of these constraints and schedule requirements based on
current consortia SAWS system implementation schedules follows:

•  It is anticipated that all WCDS counties except Placer County, will implement EBT
before the WCDS consortium SAWS system (CalWIN) is implemented.

•  It is anticipated that Riverside and Stanislaus counties will implement EBT before the
C-IV SAWS system is implemented.

•  It is anticipated that Placer County (WCDS county) and Merced County (C-IV county)
will implement EBT after the SAWS eligibility systems are implemented.

For a specified number of months before SAWS system implementation and six (6) months after
SAWS system implementation no EBT implementation activity can occur in WCDS and C-IV
counties as specified below.
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WCDS CalWIN Planned Implementation Schedule

County Name
CalWIN

Implementation Date*
“No EBT Implementation”

Period
Sacramento County 10/1/02** 7/1/02-3/31/03

Placer County 2/1/03*** 3/1/02-7/31/03
Yolo County 3/1/03 9/1/02-8/31/03

Santa Cruz County 3/1/03 9/1/02-8/31/03
San Mateo County 4/1/03 7/1/02-9/30/03

Solano County 5/1/03 11/1/02-10/31/03
Santa Clara County 6/1/03 10/1/02-11/30/03

Contra Costa County 7/1/03 1/1/03-12/31/03
San Francisco County 8/1/03 11/1/02-1/31/04

Sonoma County 9/1/03 9/1/02-2/28/04
Alameda County 10/1/03 4/1/03-3/31/04
Tulare County 11/1/03 5/1/03-4/30/04
Fresno County 12/1/03 12/1/02-5/31/04
Ventura County 1/1/04 1/1/03-6/30/04

Santa Barbara County 2/1/04 8/1/03-7/31/04
San Luis Obispo County 4/1/04 7/1/03-9/30/04

Orange County 5/1/04 5/1/03-10/31/04
* Abbreviated acceptance test of the CalWIN host-to-host eligibility interface for each county
shall be completed no later than one month prior to implementation of CalWIN in each county
(Placer County excluded)
** No later than one month prior to implementation of the CalWIN host-to-host eligibility
interface in Sacramento County, the CalWIN host-to-host eligibility interface shall be certified to
the standard host-to-host eligibility interface
*** Abbreviated acceptance test of the CalWIN host-to-host eligibility interface for Placer
County shall be completed no later than one month prior to the County Implementation phase of
EBT implementation in Placer County

C-IV SAWS System Planned Implementation Schedule

County Name
C-IV SAWS

 Implementation Date
“No EBT Implementation”

Period
Merced County 8/1/03* 3/1/02-4/30/04

Riverside County 11/1/03** 5/1/03-4/30/04
Stanislaus County 11/1/03*** 5/1/03-4/30/04

* Abbreviated acceptance test of the C-IV SAWS host-to-host eligibility interface for Merced
County shall be completed no later than one month prior to the County Implementation phase of
EBT implementation in Merced County
** No later than one month prior to implementation of the C-IV SAWS system implementation
in Riverside County, the C-IV SAWS host-to-host eligibility interface shall be certified to the
standard host-to-host eligibility interface
*** Abbreviated acceptance test of the C-IV SAWS host-to-host eligibility interface for
Stanislaus County shall be completed no later than one month prior to implementation of the C-
IV SAWS system in Stanislaus County
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Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.2.2 Implementation Schedule Requirements
Bidders shall include with their Final Proposal an implementation schedule that meets the
constraints and schedule requirements included in the tables below.  After contract award, the
Contractor will work in conjunction with the State and counties to finalize the implementation
sequence and schedule according to the latest SAWS implementation schedules available at that
time.

County Implementation Schedule Requirements

County Name
County Implementation Phase Shall End No

Later Than The Last Day Of*
Alameda County Month 13

Los Angeles Interface Pilot District Month 18
Sacramento County Month 18
San Mateo County Month 18
Santa Cruz County Month 18

Yolo County Month 19
Sonoma County Month 19

Santa Clara County Month 19
San Francisco County Month 20
Contra Costa County Month 20

Solano County Month 20
Fresno County Month 21
Tulare County Month 21

San Luis Obispo County Month 21
Santa Barbara County Month 21

Orange County Month 22
Ventura County Month 23

San Joaquin County Month 24
Stanislaus County Month 24

Los Angeles County Month 25
Riverside County Month 26

Kern County Month 27
Imperial County Month 27
Marin County Month 28
Napa County Month 28
Kings County Month 28

Madera County Month 28
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Butte County Month 29
Nevada County Month 29
Placer County Month 29
Sutter County Month 29
Yuba County Month 29

Colusa County Month 30
Glenn County Month 30
Lake County Month 30

Mendocino County Month 30
Monterey County Month 31

San Benito County Month 31
Lassen County Month 32
Plumas County Month 32
Shasta County Month 32

Tehama County Month 32
Del Norte County Month 33
Humboldt County Month 33

Modoc County Month 33
Siskiyou County Month 33
Trinity County Month 33
Sierra County Month 34

Amador County Month 34
Calaveras County Month 34
El Dorado County Month 34
Mariposa County Month 34
Tuolumne County Month 34

Alpine County Month 35
Inyo County Month 35

Mono County Month 35
Merced County Month 41

*  Number of months after contract award

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.3 County Implementation Work Plan Template
As part of the Implementation Plan, the Bidder shall include a County Implementation Work
Plan Template (County Template).  The County Template shall include all Contractor and county
tasks, subtasks and deliverables necessary to implement EBT in a single county. All county
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implementation tasks and subtasks to be performed by the Contractor must be included in the
County Template, including but not limited to:

1) Conduct site surveys at each county office and retailer location;

2)  Identify and document all requirements to ready each county site, card issuance/training site
or walk-in training site for equipment installation including installation of electrical outlets,
data cables, data wall jacks, wiring closet location and cabling rack installation;

3) Ready retailer sites for equipment installation including installation of electrical outlets, data
cables and data wall jacks;

4) Install and test telecommunications lines and telecommunications equipment, where
appropriate, to county and retailer locations;

5)  Deploy all equipment required to support and operate EBT including but not limited to card
issuance devices, administrative terminals, user training equipment, card issuance/training
site equipment and walk-in training site equipment;

6) Prepare and install POS devices;

7) Provide cardholder card issuance and training;

8) Provide operations, help desk and user training to county and retailer staff;

9)  Perform acceptance testing of all county eligibility system interfaces, county financial
system interfaces, communications systems, and county EBT hardware and software; and

10) Provide enhanced production and technical support to counties during the first full monthly
cycle of EBT production/conversion.

At the beginning of the County Planning and Installation phase in each county, the Contractor
will obtain input from the county and will develop a customized County Implementation Work
Plan for the county from the County Template.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.4 Pilot Implementation and Operations
EBT operations shall begin with a Pilot implementation and operations in Alameda County (Pilot
County).  The Pilot implementation and operations is a live implementation of the system in a
localized area.  The Pilot will provide the State an opportunity to monitor system operations and
performance in a controlled environment and allow the Contractor to correct any processing or
operational problems prior to statewide implementation.

In accordance with the Statewide Implementation Plan and the Pilot County Implementation
Work Plan, the Contractor shall perform all tasks required to implement and operate the EBT
System in the Pilot County.  Pilot operations will be conducted  for three (3) months, beginning
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no later than ten (10) months after award of contract.  The pilot will be conducted according to
the Pilot County Work Plan submitted by the Contractor and approved by the State.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.5 Pilot Evaluation
After the EBT System has been operational in the Pilot County for three (3) months the State
will conduct a Pilot Evaluation and prepare a Pilot Evaluation Report.  The Pilot Evaluation will
be conducted by the State, in conjunction with EBT Project Independent Verification and
Validation (IV&V) contractor and the Pilot County.  As required by the State, Contractor shall
assist the State in evaluation of Pilot operations.  Pilot Evaluation shall be conducted over two
months following Pilot Operations.

During the Pilot Evaluation, the State will review and evaluate the results of Pilot operations and
the functioning of all aspects of the system including key areas such as interfaces, training, card
issuance, transaction processing, retailer management, settlement, reconciliation, reporting,
system security, and participation of all stakeholders.  During Pilot Evaluation, the Contractor
shall provide the State all performance analysis and any other documentation necessary for the
State to determine whether the EBT system meets the specifications, including but not limited to
the performance standards.

The State shall complete a Pilot Evaluation Report following completion of the Pilot Evaluation.
The Pilot Evaluation Report shall include specific actions and/or recommendations for system
changes and corrections to be made by the Contractor before statewide implementation.  The
Contractor shall complete any necessary system modifications or other changes identified
through the Pilot Evaluation, including changes to reports, training materials and other system
documentation, prior to further implementation of EBT.

Concurrent with Pilot operations and evaluation and according to the various sub-project
implementation schedules, County Readiness phase activities and County Planning and
Installation phase activities may commence.  However, County Implementation phase activities
will not be authorized in any county other than the Pilot County until the Pilot Evaluation is
completed, the Contractor has completed all required system modifications, the system
modifications have been accepted by the State, and the State has determined that the Contractor
and EBT System are ready for statewide implementation.

Following State acceptance of any required system modifications phased statewide
implementation shall commence.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             
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5.7.6 Eligibility System Interface Acceptance Testing and Pilot
The State requires acceptance testing and a pilot period for the first county that implements each
new eligibility system interface as it is added to the EBT system. The Contractor shall allow
additional time and resources in the Implementation Work Plan to accomplish eligibility system
acceptance testing and pilot period, according to the requirements of Section 5.14.6, Eligibility
System Acceptance Tests.

No county shall begin card and PIN issuance activities until the Contractor has certified that it
has successfully completed the required eligibility system acceptance test or certification.  The
acceptance test or certification of each county’s interface shall be completed at least four weeks
prior to the county’s scheduled County Implementation phase.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.7 Readiness Determinations
At critical points in the statewide rollout of EBT, readiness determinations shall be made to
assess the readiness of the Contractor and EBT System to implement EBT in additional counties
and/or issue benefits.  At a minimum, readiness determinations shall occur at the following
points in the EBT project schedule:

•  Month 5 (Design Phase) – To determine if all Design Phase tasks and deliverables are
completed and accepted by the State and whether to continue with Development Phase tasks
and deliverables;

•  Month 9 (Development Phase) – To determine if all Development Phase tasks and
deliverables are completed and accepted by the State and whether to begin Pilot operations in
month 11;

•  Month 13 (Pilot Operations) – To determine whether Pilot Evaluation shall begin in month
14;

•  Month 15 (Pilot Evaluation) – To determine Contractor and EBT System readiness to
proceed with Standard Batch Implementation Sub-Project – County EBT Implementations,
LEADER Host-To-Host Implementation Sub-Project – Eligibility Interface Pilot and
Evaluation, and development and testing of legacy eligibility system batch interfaces;

•  Month 19 (L.A. Interface Pilot District Evaluation) – To determine Contractor and EBT
System readiness to proceed with implementation of the remaining Los Angeles districts,
CalWIN Host-To-Host Interface Migration Sub-Project – Eligibility Interface Pilot and
Evaluation, and ISAWS Host-To-Host Implementation Sub-Project – Eligibility Interface
Pilot and Evaluation;

•  Month 23 (CalWIN Eligibility Interface Pilot and Evaluation) – To determine whether to
begin CalWIN Host-To-Host Interface Installation Sub-Project – County EBT Installations;
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•  Month 24 (ISAWS Eligibility Interface Pilot and Evaluation) – To determine whether to
begin ISAWS Host-To-Host Implementation Sub-Project – County EBT Implementations;
and

•  At least four (4) weeks prior to the beginning of each county’s County Implementation Phase
(EBT live date) and before card issuance appointment letters or cards and PINs are mailed to
recipients – To determine Contractor, EBT System and county readiness to proceed with
issuance of benefits through EBT.

The Implementation Plan shall include descriptions of each readiness determination checkpoint,
indicators and acceptance process. The Implementation Work Plan shall identify the appropriate
timing of each readiness determination prior to and during statewide implementation of EBT and
shall include:

•  Checkpoints:  The appropriate checkpoints including a go/no go point, which provides the
State sufficient time to notify all appropriate parties of any project delays.

•  Indicators:  The appropriate indicators of progress at each of the checkpoints. The indicators
must include but not be limited to successful interface test results for each eligibility system
and related financial system interfaces, rate of signed retailer agreements and POS
installation, county readiness, and State approval of eligibility system acceptance test results.

•  Acceptance Process: The Contractor shall report on its readiness determination at each
checkpoint and shall wait for State approval before continuing the implementation activity.
The State shall provide written approval or disapproval of readiness within five (5) business
days of receiving the Contractor’s report.

Bidder understands and will comply:     Yes _____      No _____

Reference Document:                                                              Page(s)                  

Description:                                                                                                                             

5.7.8 Implementation Status Reports
At the beginning of Pilot Implementation and continuing through complete statewide
implementation, the Contractor shall submit a weekly Implementation Status Report containing
information about the implementation progress in each county that is preparing for or
undertaking implementation activities.  This status report shall be in addition to the regular
weekly Project Management status reports.  Implementation Status Reports shall be organized by
district office and county, and shall contain information about all implementation activities,
including but not limited to:
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